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ARTICLE 8

I (d liii ARTICLE
~eeI the town wil I authorizeandapprovethefiling of a petition with the GeneralCourt in

~nN~iannaII\ the in! Iowin~foim:

:\N \L! CONCERNINGTIlE DEPARTMENTOF FINANCE IN THE TOWN OF
Bk( )( ) K 1 .1 N F

Be It Enacted.etc.. as follows:

Section 1 SECTION3 in Chapter25 of the Acts of 1993,is amendedas follows:

a. by deleting “information services”in the first sentence
andin amendingthe first sentenceto read: “The departmentshall assumeandbe
responsiblefor thepresentfunctionsandstatutorydutiesof the officesof
comptroller,treasurei7’collector,purchasingandassessing.

b by deletingparagraph“x.” andby renumberingparagraph“xi.” to paragraph

Section 2. Pao“I’” in SECTION4 in Chapter25 of theActs of 1993, is amendedas
In! IO\\ ~

a b\ deleting,at the endof the first sentence:“andthe developmentand
iluintenancefunctionsof informationservices.”,andby changingthe “,“

atier thewords“and treasuryfunctions” to a

ft by deleting,atthe endof thefirst paragraph:“andmanagerof information
services”,andby deletingthe “,“ after the words“chiefprocurementofficer” and
by amendingthe remainingportionof the paragraphto read“andchiefassessor.”

c. by amendingthe first partof the fourthparagraph,immediatelyprior to item
“I”, to read: “In addition to supervisinganddirectingthe effectivefunctioningof
the divisionsof treasury,accounts,purchasingandassessing,the director shall
havethe following specific powersand duties:”andby deletingitem“x” and
renumberingthe remainingitems
accordingly.



Section 3. SELI1ON 5. in Chapter25 of the Acts of 1993 is amendedby deletingall of part

Section4 This act shall takeeffect upon its passage.

act on anythingrelativethereto.

CTO&S Recommendationon Article 8

The purposeof Article 8 is to providethe necessaryhomerule legislationto enablethe creationof
an IninnuationTechnology(IT) departmentreportingjointly to theTown Administratorand
~snpenntendeniof Schools. Normally therewould be no requirementto go to the legislatureto
establishsuch an II department. However,becauseHomeRule Legislationwas requiredin 1993
when Brookline soughtto changethe Treasurer/Collectorfrom an electedto an appointedposition
~sthin the newly inrmedFinanceDepartment,andsincethe languagedescribingthe dutiesof the
FinanceDepartmentincludeda numberofInformation servicesfunctions,the 1993 HomeRule
I ~egislationhasto be amendedif thosefunctionsare to be implementedoutsideof the Finance
I )epartment.Article 8. in essence,removesall mentionof informationservicesfrom the
describeddutiesof the FinanceDepartment,freeing town governmentto implementthoseservices
undera centralizedIT departmentat a level parallelto the FinanceDepartmentratherthan
subservientto n andequally responsibleto both SchoolandTown executivemanagement.
(1 ( )&S recommendsfavorableactionon this enablinglegislation.

I~hekey questionto be answeredin decidingwhetheror not to supportthisarticle is whetherit
makessenseto continueto provideinformationservicesasa sub-functionofthe Finance
1)cpartmentor whetherthat functionshouldbe elevatedas a stand-alonedepartmentundera Chief
InformationOfficer ((‘10) reportingdirectly to the top managementlevelof the Townand
Schools. After reviewingthe InformationTechnologyStrategicPlan,preparedby Pacific
I cchnologies.Inc. in responseto the 2001 Annual Town Meetingappropriationto createsucha
plan.and in! lowing a numberof discussionswith theTown Administrator,the FinanceDirector,
the cnn-cnt II Director, School Department,membersof the existingInformationTechnology
Cititen Advisory Committeeanda representativefrom Pacific Technologies,CTO&S believes
that sucha changeof focus,centralizationand i’eporting level of the IT functionmakessensein
toda\ s \\ orld,

I he nine in which we currently live is often referredto as the infomiation age. Indeed,the
csplosioiiof inlormation technologyandservicesthat haveoccurredoverthe last twenty years
hasa Ii2ctcd the daiF lives of every oneofus andwill undoubtedlycontinueto do so in theyears
ahead No less is true Far the role of information servicesin Brookline. We havemoved,overthe
last coupleof decades,from separate“School,” “Town” and “Police” mainframecomputers
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providing a few, i’elatively clumsyfinancial andother managementfunctions to a varietyof
net\\orkedserverssupportingnearly300 PC andMacintoshdesktopcomputersprovidingvarious
I own and Schooladministrativefunctions; 50 PCsservingavarietyof public safety functions;50
PCs in theCoolidgeCornerand PutterhamLibrariesservinglibrary users;andnearly 1700 PCs
and MA( ‘s used in the schoolsfor instructionalpurposes.Functionsprovidedrunthe gamutof
financialmanagement:personnelmanagement;data basemanagement;pupil, classroom and
teacherscheduling:assetmanagement;dataand word processing,instructionalsupport and many
others, Brookline alsomaintainsaweb site that givesthe public accessto a widevarietyof
Brookline town go~ernment infon’nationand servicefunctions. Compared to the situation not
crs nlan\ \ earsago whenonly a few daring “computerliterate” employeeswerecomfortable

u~nnuthe inlonnation sersices that wereavailable,todaymostTownandSchoolpersonnelare

cnthnsutsticusersof H and frill of suggestionson how to increasedepartmentalproductivity
andor citizen satisfactionthroLigh expandedandinnovativeusesof IT.

)ne might reasonablyask If this growth in usage,functionality andsatisfactionhastakenplace
underthe existingstructure,thenwhychange?Theanswerlies in the following areasof
inefficiency, all stemmingone way or anotherfrom alack of centralizedexpertise,planning,
0’s ersightandcoordinationat a high enoughlevel to give it the visibility andstatureit requires:

‘he growth hashappenedlargelyby happenstanceNo overallstrategicplanhasshaped
ho’s’s Brookline budgetedfor or providedIT services,functions,hardwareandsoftwarenor
wereneedscoordinatedbetweendepartmentsto provide an overall integratedservice. The
resulthasbeena delivery of servicethat is morereactivethanproactive. It has alsolead to
a sub optimization of the IT function within separatedepartments, multiple data basesthat
do not interface efficiently with eachother, specializedserversservicing individual
departments,multiple applicationsoftwarepackagesprovidingsimilar functions,and
similar other inefficiencies. Further, the managementstructure ofthe existing IT function
hasnot grown to reflecteitherthe demandor the scopeof the servicesprovided, resulting
ti a soniewhatrandom, poorly defined and sometimesoverlapping assignmentof IT

rc’~poiisibilitiesboth within the IT department aswell as within other departments
perlorniing a varietyof their own IT functions.

2 ‘I raining hasnot kept up with the growth in usageand servicesprovided. Many end users
do not frilly understand all of the features of the applicationswithin their departments, IT
staff feel that they are under trained, and Brookline IT training for new hires is not an
establishedentry program. Thus, Brookline is not making the mostof what they have.

Ihe IT decision making pi’ocessis dispersedand not well coordinated both betweenTown
departments andbetweenTown and School. This has resulted in decisionsthat havenot
Ill ly consideredmanyof the factorsthatshouldhavedriven IT choices,suchas:

?‘.~ achievingeconomiesof’ scale
2? theability to integrateeasilywith existingsystems



systematictradeoffsto pursuethe bestsolutionafter fully exploring all available
aI tematiyes
trackingof implementationresultsandincorporationof “lessonslearned”

‘.>‘.> purchaseof systemsonly after fully consideringandaccountingfor requiredincreases
in supportcostsor staffing.

Rather,the i mpaciof someof theseconsiderationshasoften comeas a “surprise” after the
tact

4 A generaldissatisfactionamongteacherswith the level of IT suppol’t theyreceiveas
instructional rise of computersin the classroomexpands.Again, this appearsto stemnot
horn a lack of availability of appropriatehardwareandinstructionalsoftwaretools but
from insufficient systemic,on-call centralizedtechnicalsupport.

This somewhatrandomanduncoordinatedgrowth is not uniqueto Brooldine. Many
organizationsin both the public and privatesectorhavesufferedfrom the samekind of lack of
centralizedplanning.supportand executionastheir IS functionsgrewandtheirIT infrastructure
expanded.Today. in mostmajor industrialorganizationsthe IT functionhasbeencentralizedat
the companylevel. Generally reportingto the ChiefOperatingOfficer (COO) IT hassufficient
statureand visibility to guide andcoordinatethe planningfor anddelivery of Informationservices
throughouttheentire organizationand to avoid the samekind of pitfalls andinefficiencies
Brookline has experienced.In Brookline’scase,it is clear to CTO&S thattodaythejob of
Pt’O\ iding the appropriatelevel of infon’nation servicesfar exceedsthe normalpurview, focusor
interestsof a FinanceDepartment.IT mustbe both centralizedandelevatedto themunicipal
‘1. ( )( 1’ Ic’s el oe..Town AdministratorandSuperintendentof Schools)sothatthatlevel of
lItciltRul. coorditiatton.o’sersightand influencein both the SchoolandTowncanbebroughtto

Such a change‘s’s ill not he a panacea.Its successwill still dependon a numberof factors
ticluding the continued cooperation betweenSchool and Town, the caliber of the personhired to

fill theClO position, thecontinuedquality of serviceprovidedby thosewho todayprovide
Brookline’s IT servicesboth within the IT departmentandwithin otherschoolandtown
departments,the activeparticipationof the internalTownandSchoolInterdepartmentalIT
cornrnittee,the advocacytbr citizen servicesandtechnicalexpertiseprovidedby the Town/School
Citizen IT Advisory Committeeand thepersonalinvolvementof the Town Administratorand the
Supenntendentof Schoolsin making surethat all of the abovehappensin a smooth,focusedand
efficient manner.

lastly. althoughwe enthusiasticallyendorsethe creationof the centralizedIT departmentenabled
in the action of Article 8, CTO&S would like to register a few concerns,that hopefully will be
addressedas Brookline movesinto a new IT era:
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We fulft Linderstandthat manyif not mostof thedetailsof the to-be-createddepartment
havenot beenfinalizedand that somelatitude shouldbe givento the incomingClO so
that he shehas the flexibility to createa departmentthat fits the new CIO’smanagement
style. ‘s sion of whereourtown shouldgo andpreferredpathfor gettingthere. Butatthe
saitie time we think that a clearfoundationneedsto be establishedby the Town
Administratorandthe Superintendentof Schools.This foundationmustestablished
hefbretheselectionof a new ClO and must include:

>7 how the CIO will operateunderthe direction of two masters(afinalizedand
signedoff MOL betweenthe TownAdministratorandthe Superintendentof
Schoolsdoesnot exist as of this writing)

7.> an outline of the specificdutiesof the CIO (we havenot seenajobdescriptionas
of’ this ‘svi’iting)

7.> a written statementfrom both the Town Administratorandthe Superintendentof
Schoolsexpressing,at high level, the performanceobjectivesthatthe ClO will be
expectedto meet(thishasbeenalludedto but not committedto writing

‘>7 the IT functionsof the IT departmentrelativeto otherdepartmentsin whichIT
functionsai’e pei4ormed(we haveseenwhatthe consultant’sreportrecommends
hut nothinghasbeencommittedto writing by eitherTownor Schoolofficials)

7.> a statementexplainingthe purposeandphilosophybehindthe internal
departmentalIT committeeand the extei’nalCitizensAdvisory IT Committee
alongwith a high level outlineof their respectivedutiesandroles(againthereis
on!y the recoinmendationof the consultant).

2 We see nothing in eitherthe consultant’sreport oi’ any statementTown or Schoolon the
adoption or implementationof quantitativemeasures(often referredto as“metrics”) to
assessand trackhow well the IT function is beingservedby the neworganization.
lntbrmationservicesareoften “squishy” in natureandnot easilymeasurable,but it is that

very fact that requiresthat metricsbe establishedup front to measureprogressandhelp
detenmnewhenachangein the delivery of the IT functionis required. Thetechnologyin
data processinghardwareandsoftware,networking and communicationswill continue to
changeat an astonishingrateand in ten or fifteenyearsthe technicalarchitecturethat
supportsinfbrmation servicesmaybe asunrecognizableas today’swould havebeen
fifteen yearsago. That magnitudeof changewill havean impacton how Brookline
shouldbestoi’ganizeto providethoseservicesandwe will needclear indicatorsto tell us
‘svhat we are doing right, what we ai’e doing wrong andwhenwe shouldchange.CTO&S
doesnot expect to seethesemetricsdefinedprior to the hiring of the CIO and the creation
of the department,but ‘sve believethat Brookline hasan obligationbothto itselfandto the
Incoming (‘10 to registerits intent to establishquantitativemeasuresof IS performanceto
wInch the (‘10 ‘svill he accountableandwith which both SchoolandTown will be guided
in Is deli’s cmv of services.

[his measurementwill allow theTown to momtorthe expectedaddedefficienciesin the
School anrh otherTown Departmentsof’the new IT organization.ThatshouldhelpTown



Meeting determinethe extentto which costsavingshave maintainedrevenueneutrality
after the expensesof the new department,or if revenueneutrality hasnot beenmaintained,
whetherthe addedcost hasbeenjustified in addedserviceenhancement.

3. In everythingwe havereadanddiscussedabouttherecommendedTown/SchoolCitizen
IT Advisory Committee,as well as in our discussionswith someof the currentmembers
of the Committee,thei’e hasbeenatendencyto look uponthis bodyas a sourceof
externalexpertise i.e., its membersareveiy knowledgeabletechnicallyandare “partof
the club “ Indeed,whenwe met with them wewerevery impressedwith the personal
kno’s’s ledgethe\ madeavailableto Brookline governmentandthe technicalresourcethey
Pi’O’siLhcd. I lo’s’se’s;er,webelieve that thereis anotherusethat shouldbe madeofthe IT
Arh’s isorv Committeethat maynot be well servedby acommitteeof only “experts.” We
belie’sc that theCommitteeshouldalsoserve asthe voiceof advocacyfor citizen IT
services,andthat to do that effectively,committeemembershiphasto includenon-
experts‘svho representthe averageuser. They will pi’ovide a differentvoice thatwill
reflect differentpriorities and expectations,andin the opinion of CTO&S, avoice that
needsto he heard. Both typesof membersneedto populatethe committee.

4. Final!’>. we fuel compelledto at leastmention that it is not lightly thatwe endorsethe
creationof a new enterprise-widedepartment.The initial cost (for 2003) is modestbut
will undoubtedlyincreaseover the next few years(theconsultant’sestimateshowsan
increaseovercurrent annualspendingof morethan $2M peryearfor the five yearperiod
2003 to 2007). While eveiyoneexpectsthis to be repaidin somecombinationof
increasedproductivity/efficiency(freeingsomeemployeesto provideotherservices)and
increasedIT serviceprovision(that will hopefullybenefitthe citizensof Brookline), it
hearswatching.measuringandscrutinizing. Brookline governmentmustneverlosesight
of the fact that its IT function is not an endin itself but ratheris a tool in the provisionof
municipal and educationalservicesto its endusers,the citizenry of Brookline, The cost
of pioviding andmaintainingthattool mustalwaysbejustified by the directservicesit
leverages.As the IT departmentestablishesitself in the yearsahead,weurgethe
Selectmen,the SchoolCommittee,the Advisory CommitteeandTown Meetingto ensure
that that justification alwaysexistsand is readily apparent.

In conclusion,(‘TO&S believesthat weneedto get all IT systemsandusersin boththe School
md I o’s’s’n to equallevels levels that will enablemovingaheadasthe timesdemandandthe

tccliiiolog\ allo’s’s’s. It is our assessmentthat both organizationsdesireto makethis happenandare
‘s’s 1 mu to coninlit to thecentralizedleadershipthatmustbe broughtto bearto makethisa
success (“I OS recommendsfavorableactionon the voteprintedbelowthe Advisory
(‘oinm ittee‘5 recommendation.
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SELECTMEN’S RECOMMENDATION

[his proposer! I lome Rule petition is directly relatedto the recentInformationTechnology(IT)
StrategicPlancompletedfrir both the Town and Schoolsof Brookline. The purposeof thisarticle
ms mu memo’sc unnecessarylanguageregardinginfonnationtechnologyfrom the specialactthat
csiabl shedthe FinanceDepartment,Chapter25 of the Acts of 1993. In doing so, Information

I cchnolog\ ‘sri!! becomea stand-alone,morevisible and accountabledepartment,with direct
rcpotling responsibilitiesto both the Town Administratorandthe Superintendentof Schools— — a
miiajoi recommendationof the IT StrategicPlan. (Article 8 does not involve fundingthe IT
StrategicPlan: Article P includesa recommendationfor fundingthe first yearofthe new
department.which is describedin detail in the FY03 FinancialPlan.)

BACKGROUNI)

[I ‘svas originally placedunderthe FinanceDepartment’sumbrelladueto the factthatin 1992-
P93. dataprocessing(as it was commonlyrefen’edto) was primarily fmanceand business

systemsrelated. Virtually all aspectsof IT’s rolesandresponsibilitiesdealtwith financial
managementsystems,including payroll processing,theTown’s financial system,utility bill
~‘svatersewerandrefuse)generation,andfinancial managementreporting,to namea few. That
has all changedover the last decade,as IT applications, systems,andserviceshaveexpandedinto

ninaIF c’s cmv [own and Schooldepartment.

In adrhition. II applicationshavebecomeenterprise-wide,servicingmorethanonedepartment.
I \ainplcs of this mcludc the GeographicInfoi’mation System(GIS), whichis usedby almost
c’s cr\ [own l)epartment.as well as by the Schools;the Internet,specificallyE-Commerce
applications.‘s’shich arecurrently usedfor RecreationPrograms,PropertyTax payments,and
utilit\ bill ‘svaterse’sverand i’efuse)payments:andthe intranet, the Town’s internalhomepage.
Ihieseexpandedapplicationshavebecomethe dominantfunctionsof this Departmentoverthe

pastdecadeandare anticipatedto becomeevenmoreprevalentoverthe nextdecade.

I RATEGIC PLAN

l)iscussionsof a Brookline-wideIT strategicplandatebackto December,1999,whentheTown
andSchooladministi’ationsbeganto morefully understandthe increasinglyvital role IT was
playing in their respectiveorganizations.In Decemberof 2000,final discussionsoccurred
regardingtheneedfor funding such astudy, andthe groundworkwas laid for the draftingofa
Requestfor Proposals(REP). Representativesfrom the Town andSchoolsdevelopedthe RFP,
which was issuedon Mai’ch 29, 2001

On April 26, 200!. 19 responsesto the REP werereceived. The reviewteamnarrowedthe
rcspoilsesdo’s’s’n to 10. Pacific Technologies,Inc. (PTI), oneofthe finalists, wastheonly firm

cii the ‘I I ighly Ad’s antageous’rating by eachmemberof the reviewteam. After extensive



checking(iii P11’srefurenceson similarengagementsandbaseduponan outstandingoral
presentationfrom the him, the Boardof Selectmenawarded and executedthe contract with PTI
on ,Iuuc I Cm.

Beginningon july lU’s, PTI held eightworkshopswith the 18-personSteeringCommittee,
consistingof representativesfrom both Town and SchooldepartmentsandSelectmanJoeGeller.
In addition. 10 specificallyuniqueand in-depthfocusgroup round table discussionswere held
with all of the effectedstakeholders.The primary purposeof theseworkshops were to ascertain
which IT- relatedfunctionswerenot working atexpectedlevelsandlordo not exist,andto
detertiiine‘svhat future applicationsuserswould like to see. The FocusGroups were grouped as
k>l !o’s’s’s

‘.>‘.> IT Managers ? ComprehensivePlan
7’.> Public SaiCty 7 Clerical

LicensingandPennitting 7 Recreation/ Library
‘.>.> Departmentof Public Works ? School
‘.>‘.> Citizens ? Principals / Instructional Tech.

I heseIt) cioupsenabledthe consultantto gain a wide—ranging view of the Town’s current
>pcr:itiomls. as well as inr!ividual needsandexpectations.Specific ideasandrecommendations
crc pro’s iderh to 1111 from the participantsso as to provideimprovedservicesin the future. The

it’s ol’s ernentof Brookline residentsalsoaddedthe importantpublic dimensionto thisneeds
assessmentanal future plan design. In total, morethan 100 peopleparticipatedin the study.

RESUL[S

On .ianuary 24, 2002,the final IT StrategicPlanwas deliveredto the Town. The fmdings and
recommendations.which areprovidedin detail below,were presentedto the Boardof Selectmen
on .!anuar’> 29’s.to the SchoolCommitteeon January31 s>, and to the Advisory Committeeon
[ehmuarv 28u, ‘[he plan was alsoreviewedby the Committeeon Town Organization and

Structure(Cl( )& 5) on March I l’s April 1 ~>, andApril l6>’s

I lie key findings of the StrategicPlanincluded:

‘>7 Brookline hasmadesignificantprogressin IT, notably in GIS,E-Government,
Internet presence.and Public Safetyapplications.
Enterprise-wide IT leadershipis lacking.
Somecross-departmentalfunctionsarenot well automated.
[ ilitiati’s es are not reviewedon an enterprise-widebasis.

7> TeachersandSchool managementaredissatisfiedwith the integrationof
Instructional ‘T’echnology into the cumculurn.

‘I o addressthesefindings,PTI madethe following major recommendations:
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7’? Createa Central IT Department, led by a ChiefInformationOfficer (dO), who
reports to both the Town Administratorandthe SchoolSuperintendent.

7’.> Createan annual IT decisionmakingprocesssinrilar to the annualCapital
ImprovementPlan(CIP) processwith increaseddepartmentalandcommunity
input.

7’> Developa strategicplan for InstructionalTechnology.
(‘ontinue to invest in Internetand intranet applications to support core enterprise
functionsandto extendapplicationftmnctionalityout to staffandthe community.
( onsol dateserversto a Data Center.
In’s est in key applicationsareasincluding Maintenance Management,Management
Reporting, I human Resources/ Training, Pern’iit and License Management,and
DocumentImaging.

Rb,( )RG,.\f\ l/,ATION

[he I o’s’s n andSchool administrations fully support the recommendationto createa central IT
I )eparti’nciit ) I [D) Icc! h’s a ne’s’s CIO position. In that vein, the proposal calls for the following:

7’? the transferof three Schoolemployeesinto the ITD;
‘~‘~ the creation ofthree divisionswithin the LTD (Enterprise and Cross-

DepartmentalApplications, Town/SchoolOperations, and Town/School
C’ustomerServices);

77 the establishmentof a Town/SchoolDepartmentalIT Committee;
7’,> the continued,but enhanced,use of the InformationTechnologyAdvisory

Committee(ITAC): and
‘>7 the removalof IT fi’om underthe Financeumbrella(which is the solepurpose

of this WarrantArticle).

I lie new (‘10 position will be responsibleto both the TownAdministratorandthe School
Supct’intendent.as laid out in their Memorandumof Understanding(MOU). The CIO will also
chair theTown ‘School DepartmentalIT Committee and be the key staffperson on the ITAC.

I >1 Im ~I I )c/zl/’f/>iu/l to? C O/1iI1//ttec~

( oniposedof i’cpresentati’sc from majordepartmentsandchairedby theCIO, the purposeofthe
‘I o’svn School R~partmentalIT’ Committeeis to ensurethat departmentsreceiveneededservices
horn the [I) Sucha committeealsoensuresthat departmentalapplicationsfollow lTD
staiidai’ds,especiallym termsof implementingand maintaining, to the greatest extentpossible,
enterprise-wideapplications.Ensuringthis two-waycommunicationbetweendepartmentsis an
essentialpart of the re-organizedlTD and will helpto identif~’cross-departmentalsynergies.
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‘[he Committeewould consistof. at a minimum, representativesfrom the SchoolDepartment,
Police l)epartmcnt,I)epartment of Public Works, Finance Department, Library, and Town
A’shiiuiiiisti’ator’s office. Meetingswould be held monthly for the first six months, after which time
die mimcctinrrs woulch he heIr! every othermonth. The meetingswouldcover,at aminimum, issues
‘s’s mtlm the cuii’ciii svsteni.progi’essof the implementationof new systems,anddiscussionoffliture

I m iccds

\ ke’s function of the Committeewould be the establishmentandapprovalof anannualFive-Year
I I [unrhiiig plan thc so-calledIT CIP)that becomespart of the annualbudgetcycle. Modeled
after the annual (hP Process,the committeewould reviewandprioritize all requests.

?im/ui’niu/iu>i /~‘?iiio?o~i .“l>,IlL’sO/T C~i’iiiiiittee(17/4~

‘[he current l’f’AC is comprisedof three citizen members,a member of the Board of Selectmen,a
tiiemherof the SchoolCommittee,a memberof theAdvisot’y Committee,andvarious
representativesfrom manytown andschool departments. The revisedhAd would consistof the
threecitizens,a memberof the Boardof Selectmen,a memberof the SchoolCommittee,a
memberof the Advisory Committee, and staff from both the Town Administrator’s and School
Superintendent’sOffices. (It is no longernecessaryto have the representativesfrom the various
departmentson the [AC, as theyare part of the Town/School Departmental IT Committee.)

I he I! .‘\C aIIo’svs for a communityperspectiveon both town andschoolIT, provides IT industry
c\pci’tmsc. an>,! advocatesfor the If Strategic Plan. Meeting quarterly, the two primaryfunctions

of the km function of the (.‘ommitteeare the approval of the annual Five-Year IT CIP and the
appi’o’s al of theatinual updateto the StrategicPlan.

(‘ONC[.LSION

Basedupon the rhiscussionaboveand thereviewof “bestpractices”in both the public andprivate
sectors ‘s’se believe thai the actionresultingfi’om this organizationalchangewill provide
mi’nmneasui’ahlcfutui’e benefitsto our Town andwill enableus to betterserviceourcommunity.

Thercfbrc,the SelectmenrecommendFAVORABLE ACTION, by a vote of 4-0,on the following
‘s ote:

VOTED: To authorizeandapprovethe filing of a petitionwith the GeneralCourt in
substantiallythe following fomi:

.\NA(”[ CONCERNINGTHE DEPARTMENTOF FINANCE IN THE TOWN OF
B Ft )( ) K I ,IN L.
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He It I nacted.etc..as fol!o’s.vs:

Section I SEC’[ ION 3 in Chapter25 of the Acts of 1993,is amendedas follows:

a. by deleting“infoimation services” in the first sentence
and by amendingthe first sentenceto read: “The departmentshall assumeandbe
responsiblefor the presentfunctionsandstatutorydutiesof the officesof
comptroller,ti’easurei’/colhector,purchasingandassessing.

h. by deletingparagraph“x.” andby renumberingparagraph“xi.” to paragraph
‘Si

Section 2. Part“C’.” in SEC’TION 4 in Chapter 25 of the Acts of 1993,is amendedas
fd!!o’s’s 5:

a. by deleting,at the endof the fii’st sentence:“andthe developmentand
maiiitenancefunctionsof information services.”, andby changingthe “,“

after the words “andtreasuryfunctions”to a

b b’s deleting, at the endof’ the first paragraph:“andmanagerof information
services.”.and by deletingthe “,“ after the words“chiefprocurementofficer” and
by amendingthe remainingportion of the paragraphto read“andchiefassessor.”

c. by amendingthe first part of the fourthparagraph,immediatelypriorto item
“i. to read: “In addition to supervisinganddirectingthe effective functioningof
the divisions of’treasuiy,accounts,purchasingandassessing,thedirector shall
havethe following specific powersand duties:” andby deletingitem“x” and
renuniheringthe remainingitemsaccordingly.

Section3. SECTION 5. in Chapter 25 of the Acts of 1993 is amendedby deletingall of part
‘F.”

Section4. ‘fhis act shall take effect upon its passage.

R()LL (‘ALL VOTE:
.Lii~oi’ableActioii
K il i

(idler
I ho’s

Ilet i
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ADVISORY COMMITTEE’S RECOMMENDATION

BAC’KGRC)UN I)

l’liis Article is a homen.ile petition v’diich removesInfomiation Technology(IT) responsibilities
horn the [mice l)epartment. IT responsibilitieswere specificallyassignedto the Finance
I )cparttileiit h’s the enablinglegislation which setup thecurrentstructui’eofthe Finance
I )epartniciit. U home rule legislation wasrequiredbackthensincethe Townwas convertingits
I i’casLu’erCollector positioii hom electedto appointed.)

I’he net effect of the proposedlanguageis to removeall mentionof IT responsibilities from the
i naiicc I )cpartmentenablinglegislation.

I)! SC SSION
I Ins u arrant article is necessaryto implementthe first phaseof theTown’s IT StrategicPlan.
I’Ius phasecreatesa ic’s’> Iiifbnumation ‘T’echnology Departmentunderthe leadershipof a Chief
In 6>i’nlation Officer.

‘[lie Ma’s 2001 Annual 1o’s.vn Meeting provided funds to conduct an IT Strategic Plan. The Town
sough’ìt to conduct this IT’ Strategic Plan in recognition of the growing costs and importance of
technologydeploymentin ef’fectivehy conductingTown affairs. Thepurposeofthe planwas to
examinethe stateof’ TownIT deploymentanddirection overthenext five years,to assesstheIT
organizationalstructureanddecisionmaking processandproposefuture IT priorities.

[lie [o’svn engagedPacific Technologies,mc, a firm with considerableexperiencein the field, to
createtheplan. The plan was conductedin consultationwith a steering committeeconsistingof
>,hii’ectorsand iiianagersfrom acrossthe Town organization.PTI conducteda seriesof interview,
focus groupsaiid workshops. More than200 stakeholdersparticipatedin the process.

I lie studyexamined:
Servicei)eli’s’crv the current IT Organizational Structure and staffmg
Applications- the software used to support the Town

I Decision Making- the processesandparticipantsresponsiblefor making IT investment
decisions
I echinical Infrastructure-the hardware,networksandoperatingsystemsthat supportthe
app! icatioims

[lie stud’s found that while theTown has donewell with respectto particularaspectsof its
dcploviiient of l’[ technology,somechangesneedto take placeto betterpositionitself for the
future. Notablesuccessesare:

‘[lie Town’s contentrich web presence
l’he (ieographmicliiforniation System(GIS)
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Public Safety Applications

I ‘lie stud’s coil’s eyedthe following concerns:

l”.nicrprise- ‘s’s’ide IF leaderslmipis lacking
Se~mai’ate‘I own aimch School IT organizationsreduceservicedelivery efficiency
Soiiie corecross-departmentalfunctionsarenotwell automated
[ investmentdecisionsarenot nmadeon a Brookline—wide basis
l’eachmcrsand Schoolmaimagemeimtaredissatisfiedwith integration of Instructional
I cchmimologv into the cun-iculum,

I o ar,hdi’esstheseconcenms,tIme studyproposesthe following:

I. Create a central IT department, led by a Chief Information Office (CIO), with two

additioimal positions providing shared IT support to Town and School departments.
Police,Library, Public Works and the Schools will continue to provide their own

department application specific support subject to review by the CIO.
2. Invest in certainapplicationsto support coreenterprisefunctions. The study

suggestsstartingwith maintenancemanagementand lnternet/Infl’anet automation.
3 (‘reate aim annual IT decisionprocesssimilar to the annualCIP processwith

increaseddepartnmeimtaland communityinput.
4. (‘onso! dateserversto a data center
5. Developa strategicphaim for InstructionalTechnology.

I lie studyalso suggestsincreasedspendingum the future for somespecific IT projects and
upgi’aches

l’hc onl’s i’ccommeimdatioimsbeing proposedfor implementationin FY 2003are the IT
reoi’gaimizationaiid changesto time IT decisionmaking process.This wan’ant article (along with

die II I )cpartnleimtbudget)providesthe legal frameworkto implementthe first recommendation;
the ci’cation of aim l’[ I)epartimmeimtled by aC’IO. TheClO will report to boththe Town
.‘\dmuiistratoraimd the Superintendentof Schools. A Memorandumof Understandingis currently
beingdraftedhet’s’s’een time ‘Town Admiimistratorand the Superintendent of Schoolsto implement
the dual reportingrelatioimship.

Time umtent is to raisethe profile andorganizationalimportanceof theIT Departmentandto merge
soimmeTuwim aimd School IT functions. The CIOpositionwill be at a seniordepartmentheadlevel
anrh ‘s’s’ill be chargedwith:

Pro’s idiimg Eimterprisewide IT leadershipandvision
2 Maimagiimg the ceimtral IT Departnmentandprovidingacommoninfrastructure
3 Guidedepartimmeimtalapplicatioim services
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4 Providiimg leadershipin settingIT technicalstandardsfor all TownandSchool
departnicimts.

As shownoim time ProposedOrganizationchai’t, the Departmentwill havethreedivisions:

I Liitcrprise & (‘ross l)epartimientalApplications
2. I own and School AdnministrativeIT Operations
3 l’owim aimd SchoolAdministrativeCustomer Service (Help Desk)

‘[!mrec positionscurrently in the school’sIT sectionwill be relocatedin the new centralIT
Dcp’su~m>~nt.

Anotheraspectof tIme Planwhich is being implemented(but doesnot requireanyTownMeeting
actio0 is time creatioimof a Town/SchoolDepartmentalIT Committeeanda TownlSchoolC~izen
!‘[ ..\rb’s isor’s’ C’oimiimmittee (ITAC). The Departmental Committee, chaired by the ClO, is intended
to cnsui’e that departimieimtsreceiveimeededservice levelsandthatdepartmentalapplications
support follows ccimtral l’[ standards.The ITAC is iimtendedto providecommunityperspective
amid urmtsideexpertiseto assisttime C’IC) in developingBrookline’s IT future.

[lie study’sspcimdiimgaimd project recommendationswill be consideredin futurefiscalyearsafter
he I, ‘l( ) is on hoard(if the reorganizationis approvedby TownMeeting). Any increasedfuture

speimdingnm time [I areawill be coimipetingfor scai’ceresourceswith otherTownandSchool
prioi’itics aimch are subject to ‘[owim Meetingdebateandapprovalwhen proposed.

RL(’OM.MEND.A “I’ ION
[he Ad’s sort (‘omimmittce is extremelysupportiveof the IT i’eorganization. Both the Town
oi’gaimizatioii and Schoolshaveexpi’essedstrongsupportfor the reorganization.The key to
successwill he in recruitinga strongClO, the support of staffthroughout the town and schools
aimd iii generalin imow the plan is executed. TheAdvisory Committee,by anearlyunanimous
‘s’otc. recoimmimieimdsFAVORABLE ACTION on the voteofferedby the Selectmen.

xxx


